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1, PURPOSE 



New Ways to Work isfa community vocational resource center loc/ited 
in Palo Alto, California^ It was. started in 1972 as a means of helping 
people who felt tiiat existing patterns of work did not suit their, needs. 
In] the past 3% year? , .hundreds of first-time workers, re-entry women, 
unemployed professionals, budding eritrepfeneurs , and others have ur.ed the 
resources of the center to find work that has meaning for them'. From the 
beginning.^ these job sedkers .included a considerable number of people who 
^ could not or did not want ^to work 40 hours a week (or more) at one jo'^. 
. Instead, they were seeking permanent, part-time work which would^allow ther 
time for other interests and responsibilities. New Ways to Work's staff 
began to build information resources on permanent part-time work and 
job sharing in an effort to help people re-structure their jobs» ''X 

"New Ways to Work was asked to develop .this module by Project' Careers, 
a joint p^roject by Metropolitan Adult Education Program of San Jose and 
American Institutes for Research funded by the U.S. Office of Education,, 
The purpose of Project Careers was to gather a^td disseminate information 
. on career guidance approache,s being used with adult populationg^^nd to 
implement^and field test, two approacheSo A major need ;which emerged 
as part of.^this project was for techniques and approaches vfor ' 
developing responsil^le pa^t-time posit^ion^, particularly for women. 
Project Car^rg^ asked^'New Ways to Wfcrk to dev^lop a manual' which other ~ 
groups and organizations could, use as a guide • to promote job sharing.. 
This manual provides a vehicle for women and others to organize and i 
promote part-time .jobs for: themselves«/ • 

This manual ,will be of interest to anyone who wants to learn* more 
about the shared ffSb concpeto' It will be particularly useful to staff of 



an organization which has the purpose of promoting more Elbxible job 

arrangements through working with individual seekers and employers, 

'The manual will also ba' 3 valuable resource for. individuals who want, to 

develop a permanent part-time job* for themselves arid for employers who 

are interested in exploring more flexible work arrangements for their 

employees, , . 

If you belong to an organization or agency which would like to 

develop a program aimed at helping people re-structure their jobs, it 

might be helpful to consider that: 

-the groups most successful ii. i.aplementing this sort 
" - ^ of change have had previous experience in counseling and 

job development; 

-a miniip6m of two full-time'^or 4 shared) staff people 
implementation of a fully developed' 



is necessary for ifenplementat ion of a fully develop 
projec^. The program can be initiated a little at a 
time, however, just as it was, at New Ways to Work, 




Use as the Basis for a Workshop. , * 

This manual is organized as an instructional module which can be 
^ed as the basis for a workshop. The introduction section includes 
desired outcomes for participants and a brief suggested outline for a 
workshop. Exercises are included to reinforce key concepts in the reading 
and to allow participants to appl^^.J;hese concepts to their own situation. 
There is considerable background information on job re-structuring and 
suggestions on how to assist individuals and employers, A workshop 
leader can read through the module and select the information to present 
and structure a workshop to meet the needs of the particular group. 
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1. MODULE GOAL AND OUTCOMES 

I--. . 

i*ModulG__Go^ ^ ' ♦ . 

To .help you and your organization develop a counseling and job devel 
opment program which addresses the needs of your clients who are seeking, 
permanent, part-time, or shared job opportunities. 



Module Outcomes 



,.When ypu have comple ted^ this program'^ou will be, able to: 

(1) State t^eS^^ sumptions on which job sharing is basedo 

(2) Explain the concepts of job sharing ,to people seeking to 
re-structure their jobs (either the job" they already have)or 
one they are looking-for). You will include at least t\jo\ * 
^techniques which they can use to increase chances of sucqeVs. 

^ (3) Design a job development progra^n which will create a dialogue 
with -employers in your area about j^fc sharing. ^ *rhe program 
. will educate employers about the advantages of j^ob sharing 
and help employers' design means of implementing ' job sharing ^ 
in their own institiutiory for both currenV employees and job 
applicantSo , . 
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V 3. MODULE OUTLINE 



Below is an outl i.iip. suggesting how this manual can be used as tlio 
basis for a wo'^kshop^'for people who want to promote -job shnrj.^g. 

' ' V^ix »hours-two sessions, three hours eacho 



Session I , . . 

1. Introdu'ction of Basic Concept of Job Sharing 
(pp« 9^24) ^ ■ ■ . ' 

2, ' Exercise 1 - 'job Sharing (p, 25); Discussi-on 

3. Coffee Break • ' ■ . 

4, Helping Individual Job Seekets (ppo 27-53) 
Workshop .for Job Seekers'- First Session (pp. 38-41) 

5^. Exercise 2 - Pairing ( p, 54); Disc^ussion 

6. Workshop for Job^. Seekers - Second Session (ppo' 41-43) 

7, Suljmary ^ . .. 



30 minutes 

30 
15 
15 

e • 

60. , 

15 

15 



3 hours 



Ses^sion II 

« 

1, Job Development -(ppT 55-66) 

2« Exercise 3 - IdentjL-'fying Employers -(p. 67); 
Discussion j 1^ , 

3. Exercise 4 - Role Pl-^^g interview (p. 68); 
Discussion ./ 

4. Coffee Breaks 

5o Information Resources (pp« 69-72) 

6. Questions on Total Presentation; 

Discussion of Jobs which can * t be Shared 



30'" minutes 
30 

60 

r 

1^ 

15 

30 

3 hours 
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' ' 4. GLOSSARY OF TERMS 

Jpb Rc^-structurinR Refers to the re-shaping of the content^ or 'the time 

.;of an existing job. Until recently, it has been used 

P^<^<^omiriently ■ in reference tjD changing the content of - 
■the job. This module howaver, uses it mainly in ^ 
relationship to time. ^ . ^ . • 

Shared Job Onq full-time position for which ^two or more people 

share responsibility. 

Permanent Part-Time Refers to jobs requiring 30 hours a week or lessi ^ 

% to perform. As we usq it, it implies the existence of 

^T^^nge benefits, responsibility, and upward mobility. 

Worker Option A choice which can be exercised by a worker; in this ' 

context the choice of working full-time or part-time 
in his/her job« 

Flexible Hours A generic term which covers tlte various ways industry 

has experimented with the 40 hour work week in an effort 
to increase the commitment of the fuTl-time worker (and 
hence increase productivity) to the organization. It 
' incl^^lifes the' four day work we'ek . ^he three day week , 
and f lextime . 

0 ' "■ ' , 

Flcxtime • A new\system 'of work scheduling which allows an e^mployee 

to choosy-— within parameters ^lis or her work 

schedule. .^Although there is a ''core*' time which all 
workers are expected to adhere to the hours; preceeding . 
' and succeeding that time may be scheduled the way an 
individual wishes. (For exampj^^ if the core time were 
from 10:00 a.m. to 2:00 p.m. , the worker" could arrive ' 
' - at 6:00 a'^.m. and leave at 2:00 p.m., or arri^ve at 9:45 

- 3:nd leave at 5:45 or any increment in between that ^ ^ 
^>^-..r , suited his personal needs.) 

Exempt a nd Mon- This is a personnel term which differentiates 

Exempt between workers who are covered by Fair Labor Standards^ 

^ overtime regulations. In general, prof ess,ional , 

^ administrative, and executive employees are considered 
exempt*, i . 

/ ^! 

Fringe Benefitsr-^ Compensation in addition to salary, such as i^dical 

iiT^'surance, social setrffPLty, paid ijacation, etc.' 



I, LITTLE HISTORY 



n Sha^ 



ed Job 



Catalyst^ Projecu 



• A shared job is one full-time position Cor which ^Vo- or I Shared Job 
•1 * .1 

more people share responsibility. Each person Cfcen holds.a 
^ permanent part-time job. Salary and fringe benefitslfre 
pro-rated according to" hours worked. 

Wlicre- and. Why Did People Start Sharing Jobs? 

No on^ knows who first, concluded -that one regular full- 
time job could be shared by two people. lb was probably 
^ someone who was working full-time in a job he 'or ^he enjoyed, 
but who no longer Vanted to ^prk full-time and, knew sonreone 
^ho could "share" the position. 

The first time the term job-sharing was used in a 
formal program designed to increase the y^e of this new work 
pattern was' in 1968. A group called Catalyst loqated in 
New York City obtained funding for a pilot pro ject'w'hich 
^|llowed social,,^ workers in thfe Massachusetts Department of 
Public' Health to split 25 new positions and^are them 
among 50 women. As an organizatiortv-C^talyst was interested 
in career-oriented, pemanen*t part-time opportuniti'es for 
college educated woi^en who had interrupted their care'er in 
order to raise a family.' Although the idea, was difficult to 

initiate (it took them four years to find a department 

1 ' 

which would try it), the response to the program was over- 
whelmingly positive'. More. than 1500 called to inquire 
about the. program ami 250 women appliedk to be considered for 



the openings, 
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AL(\»r working wiLh the \)c'partincnt of IJublic He'nlth Cor 



a year , diK* of the workers sa Ul , "The exp<«r iepcefi of this 
j)ast: year have' been in many ways so rewarding; thpt 1 could 
e7r?|Jly sli p into a tostimonia*! : llow I found Catalyst and 





^^was saved/' Tlie supervisors were equally enthus iasticvand 
reported that the part-time soc ial -^workers each were able 
to produce 897, of the work load of a full -t inie employee . 
They also pointe4 to the fact that absenteeism and turnover 



among the part-timers war. significantly lower than among the 

X 

full-time personnel. ■ ^ 

Publicity about the Catalyst project resulted in, a 
.wide spread natio.nal response from both individuals and 
groups who supported the concept. It became obvijous that 

there were many people-^men and women--to whom' the o.pport- 

• ^ f ■ 

unity for a challenp,ing part r time job was very important, 

A lot has happentjd in the eight years' since the original 
Cata^lyst ex^lfef iments- -what about job-sharing"^ now? In 1968 
one of the attractive aspects of allowing people to share a 
job was' the ability to enlarge the pool of qualified job- 
seekers. The ecb=nomy was viewed a9^ constantly expanding. 
The women that Catalyst represented w'^re primarily college 
educa,ted professionals whose "trained skills" were seen as 
lost to the economy .during the years that they "dropped out!* 
o f i t o. - • 

Today, this argument has less appeal, - Few people expect 
a return of the fast-paced growth of the *60*s,- Unemployment 

has readied new highs and, at the isame time, other groups 

,0. ' ■ ' ^ ^ . 
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Positive Response 



The Mid 60's 



I f >» J ' r . 



r 



within our socity are demanding wider and better Xccess to 
^^isting '4ob's, . Vhat th^n^is.the aR|5eaVof sharing ^ job? 



\ j^/?Fir£t of^ll, job-sharxng repre^nts* a v<?ry, appropriate' 

:y.rASpons6, to tHfe many life-^style changes that h'ave^takei\ ! 
-I «. ^ • ■ 3.- ' > "J - * ■ * 

*'rF4ace 3?^iOur "^'Ciefey . the past , ten y^arso \y v 

/ a*t , Secondly, it is a means of ^ re'rdi's tribu tin^ Work hours*^ 
so tha4t: more people. ,Qan be^ employed.' 

In an article on "Changing Family Life 'Styles",* 
sociologist Jessie Bernard suggests thal"^ "Ouo: ne^ concern 
^'wi^l ksk industry to accommodate to the family rather than 
^ i^equiici^ng the family to accommodate to industryo It calls 
for extensive^ increase in the availability of part-time work 
TTor both men and women so that fathers and mothers can share 
roles providing income, child rearing, and socialization"^ 
V In addition to parents of young children (increasing^ 
numbers of whom are single) majij^ oth^r people are seeking 
part-time employment to balance their work wijh other ^ 
responsibilities in their lives. For example: • 



V 



r 



-the minority woman who needs to work 
while sh^ f ii^shes school^ 

-the ambitious secretary who needs special 
training to qualify for a job category 
newly opened to women 

-the top executive, recent^^^^^jsj^overed from 
a heart attack, who is trying to reduce^ 
his work load 

''-the man approaching retirement, who is 
seeking a way to adjust to/the. change 



from full-time work 



J 



-the middle aged professinal man who is 
looking for time to explore the 
possibilites of a new career 
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Why People Want 
, Part-Time Work 



^"^ -thc^homcmaker.,- whose children ^arc g,ro 

- \, who wan tSy ^ part- t;ime jotit ' ' w 

• * * * ', ^ 

Ot\\6vs may ^seck to support their commanity service 

•t^ork or a noh-lu(;rative pf oJFcssion, ' 

• " ^ ^. ' . -'^ ■ '. '■ 

. > Th£sc people ill-US i;rate~our growth to\%rd what h*s been 

called social pluralism . Our society has hecojne too complex 

• for( Us tp.-^iew a single, "majority rules" lififestivle' as t'he 
^ ^ . ^ . . P . 

answer for everyone, Wh^then do we' continue to-hold up the 

40-hoiir work week 'as the "cofrect" Way to wo^U? Increasing 

numbers of people are questioning the validity of traditioiial 

full-time employment in their own lives and are seeking work 

options--such as job-sharlng-jwhich will bring into better 

balance their private lives* and the demands of their job. 

Another need that has become increasingly evident in 

the past year ^and a half is for a re^^^structur itfef of work 



which will provide more people with -better acc^s^ to- jobs. 
Our country has many more people ,who want, to worl^than it 
has i<Thrs available. Allowing two people cuTrrently working 
full-time tp sliare a job woulcj, Iree one full-time position. 

There are many instances which make it difficult for 
a person to wo?k full-time. One San Francisco Bay Area' City 
formerly had ^ number of employees who were allowed' to work 
part-tirae while they attended school full-time. An 
"economy" order eliminated alii^ part-time categories and 



cho 



these workers were given the choice of staying on as ful-1- 
cime^ employees or leaving. In a society that depends on a 
highly trained, well educated work force, this would seem 

. 14 



Social - 
Pluralism 



Changing Life 
5t:yles * 



Need for More 
Jobs , 

V 



C 



to be a short-sighted policy. It is*, however, ^* policy that 
IS 'far too prevalent. Traditionally, the part-time worker ' 
^is on/c of the firsjfe- to go when there are cut-bacl<^ in the 

\ ^^work force. Because of this j^^^jn^y full-time employees 

' ' ' ' ^ J 

hesitate to express an interest in iXermanent part-time.^ — and 

continue to fill work hours which they ncithet want nor need 

and which consequently ^r^^jj^gt to'^meone .el5e. It is time 

to recognize permanent part-time work as being a responsible 



' kXable way of working . 



The following page jsummarizes 'ma jor events . relating to 



job sharing. 



■4 
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" HISTORICAL, ^CHLIGHTS Of JOB SHARING ... ' 

196'8 • fcatalyst sponsors' studies of permanent part-time teachers 
9 ' f and permanent part-time social workers. ' ^' . . 

■'^ . . ■ • ' ^ ■ 'ii 

Catalyst white paper defines terms: .shared, paired,- split level, 
'« ^ permanent part-time , fl-e^rble time , etc. - * / 

1970 ^ ^ New Ti/neV "Inc^ , ^ priv.at^^e plac^ement agency, op'enSo They gef ■ *" 

national publicity on the ^positive benefits ^of using part-time 
> personnel. • /' ^ 

• 1972 ^ New Ways to Work in'Palo^Alto begins to give workshops on ' . \ 
^' ' \' flexible scheduling j'^^permanent part-time, and job sharing. 

^ ' . ■ / " . ' , " - ' ' ' . ' 

1973 Berkeley City Council votes to allow- city employe^es- the option- of 
' r sharing their jobs or working as. perinanent^part-time workers. / 

^v Seno Tunney af^d Repo TFi^rke i^trpduce bills in-^^he Senate ajid the 

. ^ -^J 1* ■ Hous.e^sOn Flexible Ho|ps E?fnploynfent . (The bills have sinte been 

re-^itled Career Pa^t-t^iieJ' Empi^yment.^. " ' , 

1974 Instances job sharing^ begirTlto increase and are documented: 



D^irector of Stanford University * s ARLO program 
DiMtector of DeAnza Junior College's program for 

Handicapped ^udents , ' 

Natura]^t, City if Palo Alta 

Director of . Extended Resources Center, Palo Alto Unified 

School Distric;t ^ 
Director of JAC' program, UoSv De^rtment of Labor 



- • Tunney bill comes out of . committee wrHBfecommendation to pass. 

,City of Palo Alto decides to use job sharing to implement its 
affirmative action plan. 

1975 " ^Palo Alto School District offers option of part-time to teachers ^ 
over 55. They also begin to allow the sharing of contracts if 
teachers submit a well thought out proposal for doing it. 

Tunney Bill passed^ 

Senator Omar Rains (Joint Committee on Legal Equality ) introduces 
legislation in' the State of California senate which would create 
and expand per:nanent part-time oppoftufiities and shared job 
^ for Ttate employees (SB 570)o 

CETA funds New Ways Lo Work pilpt project on job-sharing 

League of Cities endorses concept of job sharing^ 
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2. DISTINCTIONS BETWEEN TYPES OF RESTRlfCTURED J6BS 



As more and more people 'found their way into less than 
^ 40 hour a week jobs, diStinctipn6^egan to emerge which 

decribed the different ways^o deal with the time and the 
. content of the job, Inr thW effort, to create more permanent 
part-time opportunities^ t^|t ter.ms split job >and then shated 
jc^ began to' be used. Alt^iough all three refer to 
alternatives to full-tme employment, there are . important 
differences: J' . ^ y. ^ • 

Pe¥^an^^^-^rt-time em^oymentVis a ^g^er ic term . for 
y^mprlovRtt^nt which' requires less than 30 hours of work- a w^ek 
Thia/ includes people sharing or splitting a full-time| job^' 
It is also used to describe those^ specific jobs which are by 
their nature "part-time*' if they are also permanent and 
include fringe benefits. (Most temporary, p^t-time jobs do 




not have benefits.)' 

VHien a full-time position is re-structured, it can be 
-either split or shared. A split job is one in which the 
tasks can be neatly divided and the two people splitting it 
do pot necessarily interact at all. For example, an 
assembly line worker who works every other day or a social 
worker who as«iimes half of a case load. 

A shared job , on thp other hand, requires both communi 

cation and co-operation between those working together. To 

most of those who have re-structured a job in this manner, 

the. "sharing" Is taken '1 iterally . In order to dp this , there 

must be a " commitment from both people to flexibility and 

mutual support. What results is a new way of working. 

People who share a job with another person know' that they 

-17-. 



Important 
Differences 



termanenit 
Pa r t T t ime 



Split Job 



Shared Job 



are both respons\^ble for the total job4 ^ This may mean that 
they/ are both respons ible/Yor having the total time 'covered , 

I ' ■ ' ■' •> 

such as in a receptionist position, or for accomplishing 

thqv total task » If the position is task orient-e4,jthe« two , 

people ruigbc even* t^rk during ttie s^ame hours part of th? 

t^ime,^ 'l^^tS-Xs the most collaborative pattern of Job, shariz^'g 

* ^STflQ^iirig' a job may also involve a split level basis of - 
■ ■ , ■ ' * \, 

t^e-Sponsibility ; t^t . is dividing a job into two separate 

, ^fcGkvels of training VDr ability* Fc/r example,, in a^ planning - 

-*^^;pn£^ition in v^||||^h tfie* planner does^^both t\ik planna&hg^ and the 

wTrafting, the position coul^ be *sp^lt into one- which called 

for a^ planner and a draf tsperson. Some people ■ belieVe that 

this kind of re -s true turning has a great potential for- 

training and* consequently can be used to 'impXement affir- 



mative .action hiring. 




\ 
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3. Ijp: "IDEAL" JOB SHARING PROJECT 



t 



The ideal pTogram would be able to neatly Jiaisnce the 

. r \' * , ■ ' " \ 

riceds of tliG Individual seeking, a re-structuVed ' job with 

the job development necessary for^shared emp|oymeT\f 

opportunities in his/hor field. s 

In order to do this it would-offer services to 

. V ^ 
individuals which would include: 

-helping value clarification aatd skills 
identi^cation for those peorrTe who do^not 
want tTD work full-t ime.. btit* ^urfio are unsure 
^ ' of what job area^they bes^^ualify for 

-teaching' them the concepts and strategies ^ 
of interviewing^4^^ shar€(d t?eam 

-providing them with support .and additional \ 
•information as it is needed' dur.ingf their 
job-huntifig period • f v 

. r' - : •■ . 

-developing an extensive Talent/Skills 
B^nk from which they can paii^ up with some-* 
else " - V - 



generating si/ccessful job development 
^upport (keep those listings coming .in) 

-providing staff support and access to^ ' 
possible "pairs" for ^those who are, working 
full-time and wish to re-structure 
their job ' 

■ '\ ' ^ \ 

-organizing wooing 'groups to provide 
opportunities To role play some expected 
3ituations 



Tl^e work with* the employers would include: 

V >. w 



-developing an understanding of the 
problems the employer faces for whic^ 
job-sharing could b^ a viable solution, 
(Is the firm pecbming top-heavy with * 
older workersv Are. they having difficulty 
recruiting or holding people for some 
of their more tedious^bs? If it is a 
school district, are thp> faced with lay-offs 
because ot^ declining pupil enrollijient ? ) 



V 



Services for - 
the Individual 



X- 



Services for 
the Employer 
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-being able, tq answer the employ-ers 
questions about** fringe benefit^ and 
other issueS" 

f / 

-providing training for the supery:^sors 
which would shoi!; them how job-sharing 
works and how it can help theTi\»^'chieve 
such management goals as iitlplement ing 
an affirmative action program « 



♦ ' - -providing workshops for employees^ who 

wish re-structure their jobs, (ThLsr 
• would include 'kccess-H:o jthe Skdlls #^ 

Bank for those who-were /looking for * ^ ^ 
someone to pair withs) i ' . " 

In additi&n to the work with individuals and employers, an 

ideal program would include comprehe^nsive media coverage 

designed. to educate the public 'jin. the basic concepts 

# job-sharing, and the* specifics of 'your °^Sani^3X;|BJ^M^ 

Sinc'e'most of tha^ organiz^'ions which a^e'Jat^^^ 

increasing the opptrrtunities for job-sharing a^fe^^^the 

grass-roots, non-profit, social * change mode, th^ ."ideal" 

will oftdn remain something to aim for rathgr^^dn the 

reality, - This does not, however ,v mean that a program 



without ajl these components at ♦ne time cftTPlT^t be 
successful. Every time a successful shared job'joccurs and 
^is noted, the process becomes easiei*^ for the next persono 
Because of this, any effort^^^^^ards legitimizing the idea 
of sharing a job help all of ui who believe ^ that it should 
exist as an^ employment optifon, .. 
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4. RELATIONSHIP OF AsluMgTIONS • AND 'tHE PROGRAM 



Assumption 



Tlr^^ ^are currently. more responsible," 
cireer oriented full/xime jobs than 
tlt^re ai?e g'ood, permanent part-time 
positionss, Sharing one ^til 1 -t^ipe 



Program Action 



■ Thd| over all -program outlined in^ 
thi/s module is in response to 
tnis assumption^ 



job enableb/^people tc^Hclreate new 
alternatives to full-time work. 

People can c|^ate a re-structured 
job fjpr themself if :^ 

(1) they are given information and 
siyDport ; • . 



i 



■A 



(2) ,they arrange a way of sharj^g 
' the joh.rathejT- than leavi;ag this 

burden to the employer; ^and 

(3) they can sell the employer on 
hiring two people, for one full-time 
job by a pres.entation which shows 
thtit they can do .a better job than 
a single applicant could. 



The program^eveloped and m^kes 
available;- ^ ^ 

r 

(1) information auch as where -people ^ 
are sharing jobs- and how potential 
problem ar^as such as fringe benefits 
are dealt ^ith; support and , 
enc9uragement, recognizing ti^iVt th'^se 

-TS-^ people have add4d the component>ot , 
creat^^g change to* the al-ready 
. • dif f^4.^^1t turd^ o£ looking for a job; 

(2) the' Talent Bank whift:h helps th^ 
job-seeker ♦ find a partner; ^ 

(3) frworl^shops in which people learn 
Examine the diversity of a pair 's . 

balbkground and skills and how to^ ■. 



present 
pac^ge. 



ir- two resumes- as a 



Employment pattern can be changed by:' Part of the program is the development 



(1^ educating Employers to the 
changing needs\of individuSfs (both 
currfcnt employees and job-seeders); 



(2^^. citing the benefits to their 
firm; and ^ - . . 



Tof materials, and. services ^hat 

(1) document the needs of job-seeke;rs 
and also of those people currently 
employed who need new alternatives 

(older workers, sinfele parents, etc^); 

(2) cite evidence of increased 
flexibility and productivity and 
reduced absenteeism, turnover, etc.; 



(3) /offering support services 
whl^h will help create this new 
employee option*, 



(3) help supervisors initiate job- 
sharing in their departments and 
counsel full-time employees who wish 
tO' restructure their jobs; explain the 
concepts in a way that' presents this 
new option as an opportunity and not 
a threat, - ^ - - - 
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5. EXAMPLES OF PEOPLE WHO ARE SHARING A JOB 



5^ ' 



^ Here are twa examples of the kinds jobs which are 
being shared and "how they were re-structured o In the first 
• exampie thd job was originally full-time for one' ^rson and 

then, restructured. In the second example two peopJLe ^ 
' applied a pair for a full-time job and.-^ionvince^ the 
employer during the interview process of the merit of 
sharing the res^ons4:bllit ies . 

- ^ry X was a legal secretary working full-time. Due to 
a shortage of cli(*nts , her employer ^as forced to cut her 
work time in half. After a number of months; .her wq^jg^lqad 
^M)egan to increase and the lawyer wished her to resume full- 
tim^^oursy In the interim, ^how^^^er^^^ had become 
comit^tted to the idea of working half-time and as a result 
of her feelings her employer decided to hire another half- 
-^time person rather than to lose his secretary of long 
, standing. C * 

" Tlie two ^men soon began to develop ^ mutually 
satisfactory system of work schedul^^r^ One woman had 
smali^hildr^, ^the other*s were older. Because of this, 



:ided to jsplit the tir 



they decided to Jsplit the time mornings and afternoonfsi 
with the mother of small children taking -the mornit^gs so 
she could be at home when her children arrived back from' 
school . 



They also began to -divide the conteht^^of the work and 
to share aspects of *the , job. (typing, bookeeping, and , 
•'reception coverage) in terms of their individual str/ngthSo 
One "of them has an accounting background, the other prefers 



Two Examples 




^ 

LegAi 
Secretary 



Family 

Respfonsibilit ies 

Determined 

Schedule 



Di f f erent 
Strengths 



not Sk) 

experience. Consequently, some projects are follovZed 



deal wfth numbers but has more fextejGtslYe legal 



through by one person and others are done in collaboration. 



Both secretaries value the frexibili^ that their 



/ 



shared arrangement give^, them and their employer . They ""^^^ 
work ove/rtime diSfirl^ peak periods and can handle 'heavy work 
loads ^ithdut placing an extraordinary burden on either one, 



:^he nooVi hour i.s cove 



irecT reguiaij|ly 



ij|ly, because it is part of 



-one of the women^s half day. .When a 'family emergency or 
illness occurs the " of f ice 'routine is not disturbed because 

r , ^ 

they fill in for eachV^h^i^* 




h \pthc_ , . ^ , 

The second example of a" job which is shared is the 
Director of Enablers, Program for the Physically Limited at 
De 'Anza Junior College. The man and woman who share this 
job met while both were doing volunteer work with the 
Committee otT^Architectural Barriers to Handicapped Workers. 

of them are physically limited . Although the director's 
)by a single person working full-tiitoe, they 
cotivilsipecl the cc^llege interview committee of the merit of 
their shairxfig-tnie job. Although the handicaps of both 
applicants are severe enough to ccJnfine them to wheelchairs 
and to make it difficult to«work full-time, the fact that 
they are disabled makes them ideal counselors and success 
models for the physically limited students in their program. 
One of them had strong -public relations abilities and the - 
other had expertise in administration and counseling. 




Flexibility 



Program 
Director 



Appropriate 
Handicapped 
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Diio to these combined .skills, the program grew 
^tremendously in one yeal. Tli^ enrollment increased frOm/. 
62 t^750, ai^d the staff'which tlicy supersVise ^rew from 1 
secretary to 20 n^^^^^ons^ including cler ical wor ker s ,^ .van ^ 
drivers, and therapeutic consultantsT Tlie growth of « 

program and ^taf^ size in »o sliort a time if^^ilted in an 

• ^ - ' " I * * ' 

organizational cri-sis which was solvc^d^by one. of the/sha'r^rs 

taking full responsibility for 'staff coordination while ^h'e 

Other .concentrated on counscliq^. They also increased tfie 



regular hours that they both work from 20 to 30. ' If the 
program continues to^ grow, another "sharer" may be brought 



Program 
Success ■. 



in to Te-structure the jjob once again 



r 
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6* EXERCISE 1 - JOB SHARING 



jl. Think, of three kinds of* people you know who might *be interested in 
sharing a j'ob. List the peasons ' for their interest. 



2« Cafl "responsible positicJAs" be shared^ Make case for a positive 
. nnswer. " \S ' : ♦ \ 
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1. RATIONALE" -PEOPLE AS CHANGE AGENTS 



One of the" basi<3» tenets of the approach to job re-' ' 
?■ -structuring which is outlined t4*this module is that the 
people who can most effectively crlk^ this new mode of 



working (are those who want to do it t;hemselves 



■' There are many people who would 



like tjo/wqrk 1 



ess than 



. •^ull"time--who might even like to share a job. Quite a few 

-of them, however, do not feel strongly enough about it to 
take on^the task of "selling" the idea to an employer. 
Others. have enough pressing reasons to work part-time so 
that they are willing to assume the role of social ^change 
agent. Understanding that what they are seeking is a new 
way of working, not yet accepted by many employers, they 
arm themselves with reasons and facts with which theyhope 
to convince a current or prospective boss. Those who 
suc^ji^rsWully re-structure a job then become role models for 

others. As the number of job-sharer^ increase, the process 

of. change grows easier. 

It would be difficul^ to p^^er estimate the importance of I Importance of 

Role Models 

Ih'ds^e ^pioneer s who become role' models for the res't of "ius.' 

Those who are already sharing jobs prov.de: 

-information on how they did it. 

-the kifid of support that comes from 
feeling that "If someone else didxit, 
so can I." 

-resources on how to make it work; and^ 

-examples to point to when employers 
feel that job-sharing is^not feasible. 



•29- 
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An organization which supports thfe need for more 

permanent part-time employment opportunities can ber^elpful 

to the individual job-seeker in a number of ways. It can: 

-be supportive of their need for change — -be 
a balance to. the "Why can't you do things . 
the way other people do them?*' argument; > 

• -develop inf otmat ion resources oh whe re 

there are other people working this way; 
what are the advantages to .employers; and 
means of dealing with problem areas* 

-provide a means for matching up with 
other people who want to share a job; and 

--offer training in the techniques that 
^have helped other people re-structure a job. 



■•'.V. 
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How an 

Organizat ion 
Can Help 



ERIC 



1. HOW TO LET PEOPLE KNOW^BOUT YOUR PROGRAM 



Publicity Is important for the success of your 'project . 
Tliere are two main ways of letting people know about what 
you are. doinf^--word) of ■ mouth and the media. * 
Word of mouth can be v-ery effective^. Since job sharing 
is a new idea , is easiest for an individual to understand 
and sixpjyort the concept if they learn about it from a 
friend, fellow worker , or^ counselor . You should inform 
* people who are counsel ^ng^or working with the people you 
^\rLsh to reach about your program.. Many co.'imunity service ' 
organizations arc effective at; telling people about job 
faring: Special interest groups whi'ch focus on women, 
the physically handicapped, single parents, or employment 
and training should be contacted and visited. Whenever 
possible, give talks to meetings of . pro fes's ional 
associations, community groups, and service clubs^ whomever 
will listen.. Even if no one is immediately interested in 
your services, such talks bear fruit at a later date. 

Media coverage is the second major approach. The goal 
J-s. to -have, -people ■ hear about- -job- sharing 'as "often' as — 
possible. One public relations person said that an* 
average individual has to hear or see information about an 
event three times before he/she will decide to attend. 
JHierefore, try all the avenues open to you. 

Substantial radio and television coverage can be 
attained at no cost diie to the FCC requirement that 
stations give a percentage of their air time to community 
programming. Radios do regular public service announcements 



Word bf"'Iouth 



Media 



Radio a/id 
Television 
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and often have community talk shows. Most television 
stations haVe community bulletin board programs with ^ort 
announcements, and longer community programming time. 
Contact local stations for information on how to get your 
information on the air. 

Newspapers will print announcements of local meetings 
and events, and are often willing to do at least one 
feature on job sharing, especially if you have some people 
sharing who they can interview. Newspaper ads in the 
employment »section are also useful in getting people 
interested intobb sharing. 



5f 



Many community^ organizations have newsletters which 

' ] 

they send to their members* They will* often put 
information in their calendar of events* or, better, accept 
an article about your project to print. 

It is helpful to have int'roductory meetings set up 
on a regular basis so that the time c-^n be announced 
through the media. Then your press release will be 
correct no matter when it is printed. Meeting deadlines 

r 

on a variety of daily, weekly, aaid monthly newspapers can 
'be tricky. ' 



Newspapers 



Newsletters 
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An information meeting, as a first contact with 

•potential sliarers, is very important before people begin a 

job sharing workshop: Its purpose is three - folcP: ' 

-to explain what job sjiari^ng is and what 
, the goals' of; your prpjec^t are; 

-to clarify expectations about the project 
and ddscourage people who are interested 
in wprk patterns other than permanent 

. part:- time or sharing; and 

-^o handle bureauc^i^at ic details such as " 
filling out formsvand signing up for 
future workshops-v 

In general, an information mee^ting should ^be conducted 

as a casual group discussion. Begin by describing what job 

sharing is and how the project came into being, and then 

ask each person around the table to tell about themselves 

and wl^ they are interested in job sharing. ,Some people 

come to the information meetings because they are looking 

for a full-time job^and ar^ villing to^consider part-time' 

as a stop gap measure. People who prefer full-time should 

be discouraged from cont inuing ^ with a project. They are ^ 

likely to b^ interested in dev^^^ shared job into a 

full-time job for themselves which can lead to competition 

between the sharers, and create a bad environment for 

sharing in a company. 

In the course of the information meetings, the staff 

can clarify what the project plans to accomplish., what the y 

potential sharers can expect from the project staff, and what 

the staff expects of the sharers. -It should be emphasized 



Purpose 



Informal 

Information 

Exchange 



Clarify 
Expectations 
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that the staff will assist sharers in finding positions, 

but* they do not guarantee placement. In return,. the 

potential sharers commit themselves to participating in two 

workshops sessions to learn how to most effectively convince 

employers to try job sharjj^. Since people applying to 

companies in teams are critical agents in spreading the 

word about job sharing, potential sharers should be 

equipped with well-researched background information. 

An information sheet about each person can also be 

completed at the ffieeting for the project files. These are 

important later when the sta^f matches people and jobs. It 

is helpful to get as much information as possible on the 

-skills and experience of each person to help in the • - j 
» 

matching. 



In forma t_,ion 
Sheet 
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4. DIFFER ENCES BETWEEN WORKING WTTH 
PEOPLE INDIVIDUALLY AND IN CROUPS 



Thort' 'arc definite differences between working wiJh 
pcoplo individually and in groups. However, whether yL are 
working with two people- or twenty, the basic principli and 
ap-prqnch remain the same and so do the needs of the 

J 

^ individuafs involved, llic members of the group nx^ed all of 

the services already mentioned in connection with the 

V 

.individual. Working with people in a group, however, has 
a number of advantages . ' 

-it gives people a chance to role play-- 
to practice some of the situations they * 
can expect to encounter while talking 
with employers as well as to practice 
1,^ ■ "pairing up" with someone else;' 

-they meet other people who are \ 
interested in creating the same kind 
of new option, which gives them an 
« increased sense of support; and 

1- "the group provides an opportunity to ^ " 

meet possible partnerso 

A group workshop ig an hnportant tool for helpin g 

people help themselves. The need for individual help and 

counsel is not diminished by using a trainihg workshop, 

however, ^ and soitie' people will need "more personal help than 

others. For instance, the diffit:ulty that men encounter 

trying to re-structure their jobs is often much greater than 

for women. It is acknowledged by. society that women often 

have dual roles and therefore need part-time work more than 

men. Also, women are not generally viewed as the head of 

household. Because of this, special counseling or the 

creation of a men's support group might be considered. 



Advantages 
a Group 
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Deperiding on the make-up of youi^ comijjunity, there may be 
other special groups^ of . clients for whom your program, may 



wish tp develop information or support functions in order 
to help them succeed. 



fV 
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5. WORKSHOP 



. . * . Workshop Outline 

Sc.s>^ion I (2 liours) 



Introduction of members, brief discussion of 
their individual work backgrounds, reason for 
interest in job sharing 

Practice in pjairiu^ . , 

3.^ Inventory of srvengths/skills 

4/'^ Skills resume 

5. Creation^ of fantasy job 

Session II (2 hours)- 



1. Cover letters ^ 

2. Discussion of employer attitudes 

3. Mock interviews 

4. Project back-up for job seekers 



The information that the New Ways to Work staff 
incorporated into a workshop grew out of the experiences of 

pc^^lc who had successfully re-stiuctured a job and the 

r . 

information that New Ways to Work staff had compiled 
because of it,s interest in furthering opportunities for * 
permanent part-time work and job sharing. 

One of the major aims of the workshop Is to take 
prospective Job sharers through the process of tinding a 
partner and applying for a shared job. The workshop 

-members also acquire factual knowledge about job sharing ' 
and are exposed to employers typical concerns such as 
about fringe benefits, organization, and cojnmunication ' 
problems. . Copies of the materials distributed at the 

workshop are included at the end of this section. 

, * ■ -37- 
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The workshop is organized into two sessions, each two 

hours long. The first session begins^ with each member 

telling the group why he or she is interested in job sharing 

and briefly outlining past work experience and skill areas. 

After this getting acquainted period, the members 

pair up on the basis of potential common vocational 

interest or background. They may pair up through their own 

choice or with the assistance of the workshop leaders. 

Depending on the x:hance, make-up of the group some of the 

pairs will be likely combinations, such as two libifarians 

or two administrators; some will be less likely, such as ^ 

an engineer and, a computer programmer; and some will l>e very 

far-fetched j like a botanist and a secretary. 

After the pairs are selected the members are asked to 

write down five of their personal skills and five strengths. 

When ,this is done, they are asked ^to exchange lists with 

their temporary partners and to discuss them. This 

exercise has several purposes: ^ 

^-The lists serve as basis for each 
person's skills' oriented resume.^ . 
Tliis type of resume, is designed to 
cut across limitations of a vocational- 
area, chronological approach, and to 
produce a focused, action-word resume 
which is appealing to an employer) 



^^This is basically the resume set forth in' Go Hire 
Yourself an Employer , By Richard H. Irish, and in tfliat 
Color Is Your Parachute , by Richard N. BolleSo 
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First Session 



Hypothetical 
Pairing 



Inventory of 
Skills and 
S trengths 
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^•"^t initi.'itc\s coinmunicat ion between the 
members of the pairsj 

-It gives tiie individuals a. chance to 
ro-think the similarities and differences 
> between the meanings of the words '^skills" 

and ''strengths"; 

-It provides each person with an - , 

opportunity to give and to get real 
feedback on his/her view of their 
skills and strengths. 

When the members of the group have been woi;4<ing on 
these skill lists for a short time, the workshop leaders 
pa^s out copies of sample skills resumes and briefly discuss 
the advantages of such a resume approach. A skills resume 
, is one which describes the experience and skills of a person 
rather tluin the chronological, listing of positions held>,in 
the traditional resume. . . 

Tlie leaders then ask the practice pairs to make-up a 
"fantasy job" forWhich they could apply as a team. This 
exercise will be easy for some pairs and very difficult 

for others, depending on several factors r 

0 

-commonality of Tjackground, ob ject'*ives , 

etc. ; ' ^ • - . 

* 

-willingness of . the individuals 'to think 
broadly about tKeir own work potent- 
ialities and objectives'; and 

-ability to visualize themselves as- 
part of a team in which the other . 
person's skills, preferences, and' 
objectives are just as important *as 
their own 

In general, this exercise has the effect of broadening the 
individual's perspectives on the world of work, and 'lending 
some insight into their own attitudes toward sharing. 



i 
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'riie workshop leader^ spend some time with each pair, 

encouraging thorn, to ba imaginative in their approach to 

sharing and helping them to as^^ess their own attitudes and 

feelings which arise out of this discussion process ♦ Usually. 

there is a great variety of attitudes and pair-dynamics to 

be dealt with. "^Some pairs easily develop a fantasy joS^ • 

and find complementary skills and objectives with each other 

Others 'experience a sense of competition and find ways to 

work through the competitiveness toward cooperation, while 

others bog down when a sense of competition arises. Many 

find that they cannot think productively about any job out;- 

side of their normal vocational orientation, while others 

become excited about new vocational prospects they find. 

Some pairs lapse into sharing feelings of pessisism about , 

the state of the job market in the ir , part icular 5ieldj;W^^e 

some find that sharing renews -heir optimism about' ' ' , ^ 

finding work. Later, on in the workshop, the members are 

given a chance to discuss with the group the experiences 

they had in the process of developing their fantasy job. 

What do people dream up when they a^e asked to 

fantasize? ^ 

-Genrally^ ^bput half the pa^r^ discuss 
• various possibil ities for tnradit ional jobs , 
speculating on what level of)' job they, 
could find, and what level or variation 
of the job would be best suited to sharing; 

-About one third of the pairs find' commoji 
interest in a particular traditional, job 
and spend the workshop time working lOut 
the details of who;) it could be shared; ^ 

. 38 . '^ . 
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-The remainder spend their time 
designing shared jobs which do not 
fit traditional job forms, .such as 
various kind of consultant work, 
entreprenurial ventures, and new 
service agencies. ' ^ • 

Almost all of the pairs spend some time discussing job 
search experiences they have had in the past. 

Once the pairs have evaluated each others skills and 
agreed on a fantasy job, they are asked to write a joint 
cover letter desinged to accompany the individual's^ resumes 
The, purpose of the letter is to: 

jt 

-inform the employer that the pair is 
\ • ^ applying as a team; and 

* -make a start at selling the idea of job 
'Sharing to the employer for the parti- 
cular job in question, 

Examples of strong cover letters- are given to the members ' 
of the group and' the pairs are asked to work on their own 
hypothetical cover letters in preparation for the second* 
■session of the workshop. 

_The second session begins with a general discussion of 
.the. joint cover- -letters. Members discuss problems thay had' 
in composing the letter, or discoveries they made about th? 
concept of job sharing in the process of writing the letter, 
5uch as the importance of selling the%air's commitment to 
being. team membeirs and sharing all as'pects of the job. 

^ After the cover lett(^'rs have been, discussed^ the work- 
shop leader3 pass out information sheets on fringe benefit 
coverage and employer concerns. They initiate discussion 
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on employer attitudes and wayS to negotiate frihge benefits 
for permanent part-time workers. The advantages of 
proration of benefits is, stressed as well as possibilities 
of splitting of benefits to s^^it individual needsv 

Th^ip bulk of the second session is spent in conducting 
mock interviews with employers. Some group members and 
the workshop leaders form a hypothetical search committee and 
interview one or two pairs -for the fantasy jobs which the 
pairs have designed. All members are given a sheet of 
questions which an employer might ask. The interviewing 
process is generajlly designed to provide a view of 
employers' concerns about job sharing and to raise as many 
difficult questions as possible. The interviewees rpceive 
feedback about how effective they are as job candidates -and 
potential job sharers. There then is a discussion of 
general interviewing techniques and of employers* attitudes. 

At the end of the second session, the workshop leaders 
describe the resources which are available to persons who 
have completed the workshops, including the talent bank 
which can be used to find partners with particular 
vocational interests, and the job listings which, should be , 
consulted to find openings with companies who are\ amenable 
to job sharingc Workshop members are encouraged to return 
regularly to consult the resources. The leaders re-state 
the project 's commitment to helping the potential sharers 



Mock Interviews 



find partners and jo^s, The^y stress again the tfope that 
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Closing the 
Workshop 
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these job-seekers will facilitate change in the process of 
actively seeking §haredJob opportunities. 

Following are copies if the materials which are 
distributed at the workshop: 

-Sample Employer Questions 

r 

: -Sample Skills Resume 

. ' -Sample Cover Letter 

-Paper Describing Job Sharing and 
the Cost of Fringe Benefits 
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WORKSHOP MATERIALS: SAMPLE EMPLOYER QUESTIONS; 

f. Employers could be expected to ask the following questions about job 
sharing: 

1, What are the advantages of job sharing over single-person jobs? 

2, What is the difference between job sharing and part-time employment? 

3, Who can I look to as the person responsible for the work being done? 

4, How would you -work out sharing responsibility? . 

5, How would you arrange your hours? 

6, ^ How would you cover staff meetings? 

7, Have the two of you worked together before? Can you get along under 
shared pressure? 

^ 8, How am I going to supervise you without making my job more complicated 

9o How are you going to relate to full-time workers? 

lOo How are you going to provide service as consistently as a single perso 
can? 

11, How are you going to deal effectively with our customers? 

12, . What kinds of benefits do you expect? , 

^ 5 

13, What about vacations? 

14, Where has job sharing been tried, and how is it working? 

15, What are w« going to do if one of you quits? ^ 

16, How are we going to get both of you properly trained and broken in? 
r 17. Why don't you want to work full time? 

18, How am I going to give you pay raises? 

19, How can I promote one or both of you?" 

20, How can I fire you? 
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WORKSHOP MATERIALS: SAMPLE SKILLS RESUME 



Areas of Expertise 



Writing/ 

Technical Editing 



Admini s t ra t ion/ 
Management 



Analysis 



\ 



Cross-Cyltural 
Relations 



"''^'Edited ma'thematical equations for civil engineering 
textbook, 

^Edited articles appearing in RWiev of Scientific 
Instruments and Research/Development Magazine , 

^Assisted in editing instruction manuals for military 
aircraft pilots, 

^Instructed and evaluated groups in expository writing.- 

^Developed curriculum and wrote materials for math- 
reading projects, 

^rote project reports for federally funded project, 

^Supervised staff in preparation of civil engineering 
research data for project reports, 

Organized and administered federally funded math- 
reading projects and prepared evaluation materials and 
reports, supervised full-time aide. 

^^rganized and implmented instructional program in math 
and language arts, 

--^Designed- goals and evaluati'on tools for instructional 
progr^^ams, 

^Developed guidelines and monitori^ devices for math- 
reading project, 

^Analyzed evaluation results on instructional materials 
as basis for development of subsequent programs, 

.'^Conducted instructional programs in black community 
and in mixed Mexican-white community « 

*Spoke to groups of black parents and mijj^ed audience 
of white and black and Mexican and white; 

^Communicated effectively with black and Mexican parents 
in solving' specif ic problems, 

^Worked effectively with cross-cultural staffs. 

Summary ^f Education 

Work Experience 

* 
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Job 'Objective: A Position involving skills in medical care, 

communication and innovative programs for the aged. 



SUMMARY OF EXPERIENCE 

Staff ilursing - Stanford Univ. f'edical Certr-fr, Palo ^''.^o 
Mt. Zion Hospital , San Frcucisco 
Mt. Sjnai Hospital, iiew York City 

Emergency Health Care - Camp Unalayee, Trinity Alps 

Community Case Work- Chinatov/n neighborhood Center, S.F. 

Office Manaqerrent - Ear, l>lose & Throat, Special ist^ S.F. 

Chronic Care - Pt. Sinai llosp. Polio Center, i!YC 

Social Organization - Cong. Kol Emeth, Palo Alto 

» t.> 

AREAS OF EFFECTIVEilESS 

iieciicel - 20 yrs. experience, wide range - from Intensive Care, to 
orthopedic and geriatric rel.-iMli tation. 
- extonsi vr work with hard of heuririg and audi^logical testing, 
-initiated program for hearing loss prevention 

Social - organized and promoted religious oriented groups, ages 
ranging from seniors to youth, providing stimulating 
i and creative programs. 

- initiated inter-community progr^im for cultural exchanges. 

Communications 

- Funding chairman for community carrp 

- Office management involving patients, hospital staff, and 
office personnel . 

- Speaker and v/orkshop leader at regional women's conference. 



EDUCATIO;j 

Pt. Sinai Hospital, School of Nursing - Hew York Cityr 
Registered Hurse Degree 



WORKSHOP MATERIALS : SAMPLE COVER LETTER 

m 



Dear "Lucky Employer- to-be", 

Wg are seeking a sinnle position which cor bines bcth coordinator 
and health, skills. Upon hearing of the position of program director for , 
the ne\Ah-S@43+dr Day Care Center, it occurred to us that cur skills may 
be complimentary in filling this position. 

We have a variety of skills to offer; volunterr coordination, staff 
supervision, experience in working with the social and physical problems 
of the aged, knowledge of both volunteer and professional resources, 
trained observation of health care needs and experience coping with 
[radical care crises. 

lie feel that our combined knowledge and experience offer a unique 
and wide-range of expertise that could not be fulfilled by one individual, 
lie hope that in this way we could provide better all-around care to the 
seniors enrolled in you day care program. Statistical studies of shared.,,:;' 
jobs have shown that each member of the team has 30% of the eff iciency 
and output of one full -time employee. IJe believe you would gain more t#3P^^^^ 
one professional interms of tiftie, experience^, understanding, freshness 
and quality on the job." The benefits to us, are that we both get 
involvement in Pieaningful work and the leisure time we desire. 

■le' are willing to work out our time division according to the - . 
functional needs of the position. If there is any problem with social 
security or employee benefits, we have undergone job-sharing training 
and h-ave knov^ledge of a variety of ways these problems can be solved 
v/ith no additional expense or inconvenience to the employer. He v;ould 
be happy to Work this out with you. 

M-ie enclose our resumes and hope that we can interest 'you in this 
creative endeavor. 

* ^ Sincerely, 



"Lucky Job Sharer" 
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SHARED JOB PROJECT OF NEW WAYS TO w6RK 
JOB SHARING AND THE COST OF FRINGE BENEFITS > 

"What will I do about fringe benefits? " This is ^^en:the initial 
response we hear f rom , employer s when they are asked to considc't 
allowing two people to share one job. 

It is important to extend benefits to permanent part-time employees 
in order to encourage their personal identification as full membe^fs of 
the company^s community. In order that this not mean aa incqmltablc 
expense for the employer, we advocate the grbratiori of fringe benefits; 
that is, the employer pays half the anionut: for each Imlt f-ime job shai-**r 
that he would pay for a full-time employee. The employees can than 
pay the additional amount for full coverage, or not, as their need 
demands. The following outline of specific costs and offsets shov/s how 
prorating would work. ^ 

The general categories of benefits are: (1) those which the employer 
pays for on a per capita basts and (2) those paid for as a percent of 
payroll or individual salary. Head count benefitis will cost the employer 
more, usually, when two people arc hired instead of one. Payroll or 

salary based,benefits will not cost more for two people. 

^ .. -J " ' ■ ^' ~ ' 

PER CAPITA jBENEFITS 

Social Security contributions (required by law) will cost an employer 
extra only if the co^nbined salaries of two job sharers exceeds $15,300 
per year. Between $15, 300 and $30, 600, the employer must pay 
5. 85% of 'the total. For example, at $20,000 combined salary^ an employe: 
would pay $274. 95 additional per year. The maximum extra cost would 
be $893. 05 at a combined salary of $30,600. 

State and Federal Unemployment contributions work similarly 
except that the expense increases above combined salaries <sf $4,200 per 
year, and reaches maximim at a conibined salary of $S,400 per year. 
However, since percentage charges are s6' small, the maximim extra 
costs to employers arc $113. 40 per year for state, and $21. 00 per year 
for federal insurance. 

Medical insurance can be handled by having the employer pay a 
percentage of tlie anioinif he pays toward a full-time employee's 
coverage. Tlie job sharers then have the ontion of paying the extra 
expcir'?c if tXiey like tlie coveragc^^^^^HT refraining if they do not 

\vis!i to 1 'i^-lTirle-d in it (this, of course, saves the employer his share 
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BENEFITS BA5ED ON PAYROLL OR PERCENT OF SALARY 



Workman's Compensation premiums are usually paid by the employer 
as a percent of payroll, and therefore cost no more when^two tniployees 
are hired instead of one. Some employers are self-insured for 
Workman's Compensation (Stanford University, for example ); but risks 
are no greater with two employees sharing-a job, because the nniij])^»v ot 
person-hours spent on the job would be the same. 

Many oth'^r benefits, such as life in^su r a nee , travel in surance, 
retirement plans aud profit sharing are based on the employees' 
earnings and can therefore be automatically prorated for part-time 
employees. " 

. Vacation, sick leave , etc. , which anounts to salary paid for time 
not worked is the most easily prorated category of benefits. Normally 
the half tirrle employee would be entitled to half the vacation time 
provided for full-time workers, etc, 

HOW BENEF IT S ARE CURRENTLY BEIN G HANDLED FOR PERMANENT 
". PART-TIME EMPLOYEES ..O ' 

Several employers in the San Francisco Peninsula area acre 
. extending pr.oratedJDeaefits„to. their, permanent part.-i-time^.cmploy^^ . 
As we have said, we believe this to be the best model because it is the 
most equitable and practical. (Stanford University and SLAC are 
examples. ) ■ 

D 

%Sorn^. otheV employers ( Lockheed, Hewlett Packard) have modified 
benefits for permanent part-time employees, e.g. Lockheed's medical 
plan does not cover office visits for dependants of part >time employees, 
and H. P's Medical Plan provides no Long Term Disability for part-time 
employees. This kind of flexible approach can be used to tailor benefits 
to the circumstances cf the individuals involved. 

Some currently extend full benefits to part-time* employees (City 
of Palo Alto, Ampex Corp. , Santa Clara Counry, S.R.L , Americ.5.n 
Institute for Research). This approach is generous bvt .not ideal 
because the extra costs may discourage wider use of job sharing i.n the 
future. However, in time it may become apparent that the benefits to 
empl oyers o£ job sh aring -- increased productivity, flexibility and access 
tjo jobs will b ut weig h any additibnal administrative or 
benefits/overhead co sts . 
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6. FUNCTION OF THE TALENT BANK 



At the end of the workshops, each person fills ,out a 
cardtwith his/her background, interests, and skills for 
Talent Banl^. The Talent Bank is a card file divided into 
vocational categories. It is available tor use by bath th 
staff and individuals seeking partners for sharing. The 
Bank is also a resource for employers who are looking for 
a partner to complement a full-time worker wishing to 
reduce his/her hours. 

New Ways to Work Talent Bank cards look l;Lke this: 



Name : 
, Address : 
Work wanted : 

Related Experience, skills 
and/or education 



Date : 
Phone ; 
Age ; 

Interviewer * s name : 
K 

Major Vocat4.oi?ial 
Interest Area 



Secondaryi Vocational 
Interest Area 



Only the most basic information is given on the card. 
More detailed information is contained on the information 
sheets which are filled out at the^introductory meeting 
and on the resumes vhich individuals bring to or create 
for the workshops. ^ 
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7, PROBLEMS ENCOUNTERED AND HOW TO OVERCOME THEM 



What are the problems you can expect to encounter and how 

can you best overcome them? Following are four possible 

problems and how to deal with them. 
r ' 

I, Meeting the- Needs of DiTIerent Client Groups . 
Since no community is homogeneous, the people who will be 
seeking help in re-structuring a job will come to you with 
very difkferent skills and needs. A. good job-sharing project 
r^eeds to^be flexible enough to emphasize >or expand parts 
of the pirogram that will help the particular client group 
that youja^e serving at the time. 

For e|ai|lple, the counseling needs of a man who has vjorked | Adapt to 

^ ^ ^ ' Client Needs 

for many years at a profession that he likes but who no 

longer wishes to work full-time, will be very different from 

those of a re -entry' woman who has been out of the job 

market for a long time. The man will have less difficulty 

with the overall job search, but will need a great deal of 

support:' to counter the resistance that men face to- their 

worki^ng part-time. The woman, on the other hand, may 

i . 

need fcons iderable help in evaluating her skills and the 
experiences she had while being a homemaker, while at the 
same time receiving understanding for her desire for part- 
time work 

2. Shortage of Part-Time Job Listings . Some, of the 
people who come to your project will come with the 
expectation that your job developers have numerous listings 
of shared jobs to be filled. They will be disappointed to 



Often Clients 
Must Develop 
their Own Job 
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discover that this is not the case. The process of job 
development will be, dealt with in detail in next .section. 
It is important to keep in mind the complex interaction 
between employers and seekers of shared jobs. Those clients 
who are already employed and who are seeking to share their 
jobs are part of your job development effbrts; the teams 
who go out and interview for regular full-time listings 
are part of that same process. Although you may start with 
only full-4:ime listings, as the concept becomes better known 
the number of employers looking for job sharers will 
increase. The need for active involvement discourages some 
people for a while, but it will excite and challenge others. 

3.- Difficulties in Pairing People , Having sufficient 
numbers ^ of people . in your Talent Bank is a problem which 
decreases as the numbers of job seekers in your program 
increases. People should also be encouraged to seek 
partners from their friends and associates. A question 
which often arises about pairing is "Should I consider 
pairing with more than one person? Would that be fair?" 
The answer is, of course, "Yes" unless, there is a 
compelling reason to share only with a particular person, 
such as if a husband and wife with the same professional 
background and goals wish to share a single position. Just 
as it is generally better to apply for a number of jobs, 
rather than applying for one at a time, it is better to 
think in terms of various combinations of people and back- 
grounds rather than a single combination. 



Clients Seek 
out Partners 
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* ' * 

^-s Motivati ng People When they get Discouraged/ Job 

hunting is a, deb ili tat ing process , It is very difficult 
not to feel that you have -been turned down as a person, 
rather than as an applicant, when you do not get a job for 
which you have applied. When a person is not only seeking 
work, but is also trying to sel'l an employer on the concept 
of sharing. a job, ^ great dead of energy and ego strength - 
is necessary. It is no wonder that people get discouraged. 
One of^he functions of a job sharing^project should be 
to provide a place where clients can come to get support,^ 
new slants on hpw; tq present, the concept, and^ new job leads, 
It is crucial that the project staff have a strong 
comniitment to finding jobs arid referring teams to them. 
Callbacks and a pep talk from time to time brings the 
awareness that there are other people working on the same . ' 
changes that they are. This type of support can be very 7 
helpful. Even with this kind of help, however, some may- 
decide to go back to looking for a full-time job. They 
should be reminded that one way to re-structure a job is 
to work in a full-time position until your worth is known 
and then begin to' seek ways to share ito Others may decide 
to stop job hunting all together for a while. They should, 
be encouraged to come back when they feel revived. 
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8. EXERCISE 2 - PAIRING 



1. 
2. 



Number aff — one, two a found the circle," to form pairs, 
Each person list five areas of competence. 



4_J- L_ 




3. Share your list w^ith your partner. 

"4* >After looking at the lists, either dream up a fantasy job for which 
\your combined skills would qualify you or use a job which ,one of 
^ou has held and discuss how you would share it. 

5} List five advantages of sharing this jofc. 



IV. LET'S GO OUT IN THE REAL WORLD — STRATEGY FOR EMPLOYER CONTACT 



0 
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1^ WHOM DO YOU GO TO FIRST? 



Job sharing can not be accomplished without responsive 
employers. Hence, an agency that is interes te(i Vin fostering 
job-sharing must put significant effort into contacting 
and educating employers in its area. 

Employer outreach, if it is to be effective in 
generating shared jobs, should be based upon a systematic 
plan of action- It is important to be aware of national 
employment issues, especially as they are represented in the 
\local area. For example, in some areas there is a high 
ratio of older workers, while other areas have more young 
families and entry "level workers. Also, it is important to 
identify the major employment , fields in "a region, such as 
electronics, and be prepared to expend some energy on them. 
At the same time, lists of^successful job-sharing situations 
in^-your community should be developed to use as examples 
when talking 'with empio^^^ ^ 

Decisions about which employers to contact should be 
based upon the size of ' organizations and an assessment of 
the liklihoo d of a positive^ response to job sharing. Lists 
of major employers in an area can be developed from contact 
with the Chan^ber of , Commerce, professional associations, 
and state employment offices. %^After a list has been 
compiled, it is a good idea to start contacting first those 
who have had some experience with job sharing or other forms 
of flexible cmplbjrment. 



Develop a 
Strategy 



Identify 
Likely firms 
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Ideally' a sequence should be developed which will 
enable the agency to contact different types c^f employers 



and get a sense of which are the most responsive. Publi 
employers such as jnunicipal governments and school districts 
should be contacted early since they are often quite open 
to flexible modes of employment. It is important to 
riGCOgnize that the development of shared jobs is a slow 
process and a number pf irons should be kept in the fire. 
The process takes place at a number of levels within an , 
organization (e.g. .administrative, employee relations, 
affirmative action office, and employees who want this • 
option for ithemselves)^ and you can expect to be talking with 
a number of" different pe'^ople over a period of time. Records 
should be kept' of. each contact with an organization in 
order to facilitate subsequent interaction. 
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2\ TALKING WITH EMPLOYERS 



Most employers have never- heard of "job sharing" 

although increasing numbers are familiar with flexible 

approaches to scheduling people's time. Your first task is 

to explain the concept/ Then you can get down to ^selling 

the idea to them. Generally, it is helpful to visit the 

employer with a team of two or three individuals. This 

approach facilitates the coverage of a variety of topics 

and experimentation with various styles of presenting ideas 

If friends or acquaintances work-in a particular 

organization, sometimes it is a good idea to get in touch 

with them and ask their advice concerning the best way to 

initiate contact with their employer. Obviously some 

interaction will be necessary with personnel offices but, 

from*oui experience, things movf more rapidly if you can 

be rc »-ed to them by someoag^ in the administrative ranks^ 

of an organization. ^ 

In t-he initial contact with an organization", you mi^st 

sell the Idea of job sharing -to the people with whom you 

talk. In or^^r to do tifiS you must be aware that this kind 

of change appears at first to be an inconvenience to most 

employers. There are a number pf reasons why employers are 

reluctant to consider job sharing: 

-the normal reluctance to change an 
existing process; ' 

-the myth of the lazy or Uticommitted 
part-time worker; 

-the lack of statistical data to support 
•claims about the Denefits of job sharing; 



Introducing 
the Concept 



Inside Help 



Employer 
Resistance^ 
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-lack of real motivation on the part of 
many employers to make this kind of 
change sinc-e it is difficult for some 
to identify with the personal advantages . 
it offers: 

-feeling that industry should not be 
responsible for social change and , 
that someone else-~should do it. 

It is up to you, therefore, to convince employers of 

the professional as well as the personal advantages of job 

sharing. Some of the points you may want to touch on when 

talking with them are: 

-the problems of older workers; 

-the need for alternatives to layoff; 

<j. \ 

-ways job sharing 'Can aid affirmative 
action objectives; . 

-the changing success efchic of many 
young prof essioijals (desire for 
fl6xibili ty .rather than high salaries). 

.When visiting employers-, it is very helpful to have 
materials available which outline issues related to job 
sharing. Such materials should cover the major points of 
your presentation and also go into more detail on some of 
the technical issues such as employee benefits. Examples 
of such materials include: Information on the benefits job 
sharing has for employers, information on fringe benefit 
prorating, and* a list of local examples of re-structured 
Jobs. Employers should be encouraged to read the material 
carefully and contact you later with any questions. 

Obviously, selling the concept of job sharing takes 
time and you can not expect a major breakthrough with dne 
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visit. One of Vour objective's should to answer all of 
the initial questions raised by the employer and to 
establish the expectation of continued contact. Do not 
push too fast or pressure employers into commitments during 
. the first visit. Rather, spell out some intermediate steps 
which you would like to encourage the^ employer to work 
toward. One such step is to encourage an organization to 
allow teams of job sharers (two_ people) to interview for 

their full-time listings. Another step is to encourage the 
employer to begin a process by which their full-time 
employees who want to work less time can re-structure 
their jobs by sharing them with another person. 

Make these suggestions and then attempt to conclude 
the first meeting in a manner which will set the stage for 
continued interaction. Ideally, try to set a date for a 
^follow up meeting or at least identify -some activities 
which the employer will pursue at a later time, such as 
meeting with the personnel director to start moving 
toward shared jobs in his organization. Try to schedule 
follow-up visits at regular intervals to encourage the 
evolution of an organization's job sharifig program and 
establish yourselves as cons-ultants to the process « 
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Talking to the Employer 



DON'T 



DO 



Don't expect to change employer attitudes with one 
visit. Do aim for continued contact. 

Don't attempt to get X number of jobg, (or 107o)^ 
indentified as "to be shared". This -jus-t .puts full- 
tirpe people and unions against you. 



Affirm the concept of "worker ■ op tion" . Keep asking 
the question "Why should people have to work full-time 
if they don't need or want to?" 



Remember that you ar^ "selling" the idea. Be 
positive; 



\ 




4, PROBLEMS ENCOUNTERED IN JOB DEVELOPMENT 



Follpwin^ are some of the problems areas you will 
encounter in job development. 

1. Myths about Part-time Workers , Many, if not most, 
employers subscribe to negative stereotypes about part-time 
workers. They feel 'that part-time employees lack commit- 
ment, ambition, and responsibility, and are only to be used 
as "casual** or "temporary" members of the work force. Part 
of the reason for this is a narrow definition of work. Many 
kinds of labor, for instance, housework, voluntary 
community • ser\^ice^ or draft work, are not considered part 
of a person's "work". Another is the nature of temporary 
part-time work which, traditionally, has had low pay, no 
fringe J^enefits and no possibilities for upward mobility. 
The information that is available about the work habits 
of permanent part-time or shared job employees refutes this 
negative stereotype and indicates higher motivation, less 
absenteeism and turnover, and more productivity as the 
results of people being able to work in this new, flexible 
manner. 

2. Concerns about the Added Cost of Fringe Benefits . 
One of the employers first questions is usually about how he 
would handle fringe benefits. For this reason, the work- 
shop spends quite a bit of time explaijnting to job-seekers 
how benefits can be prorated. (The paper which the New 
Ways to Work staff developed on fringe benefits is 
included in the workshop section of the module.) Since pro- 
rating can minimize the cost of two people receiving 
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benefits for one full-time job, we are sure that in time, 

when more information is available on permanent part-time 

workers, this concern will be eliminated. 

2^ — Accountability, "If something goes wrong, whom do I Shared 

Responsibility 



I blame?*' Since both people share the postion, both people 
share the responsibility. If an employer can begin to 
think of the sharers as 'a team rather than two separate" 
individuals who have nothing to do with each other, this 
problem seems to diminish. In actual fact, it has not 
emerged as a difficulty. 

4. Civi l Service Criteria . The various local, state, 
and federal hiring formulas for civil servants can be a real 
barrier to this kind of re-structuring. Civil service is 
an area, however, where a great deal of interest has emerged 
from employees who wish to re-structure their 'jobs. There 
is legislation pending at the federal and state levels 
(See Historical Highlights in Section I) an^ several 
localities have negotiated changes in their county or city 
contracts which include means to split a position if the 
employee so decides. In addition, the National League of 
Cities has taken a positive stance about job-sharing. If 
your community has a number of jobs in civil service, it is 
worth the effort to begin the process of changing the code 
so that permanent part-time , and job sharing workers can 
.-.be employed. 



Good 
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ERLC 



-65- 



62 



5, Union Attitfudcs about: "Shared Employment" or "Share [ Worker Option 
the Work" Movements . Many union members are concerned that 
job <?;ha ring 'might be used to reduce the work force rather 
than ^fexpand it by emp.loyers assuming that two people can 
produce more than one and exploiting this situation by 
demanding sufficient overtime so that the sharers are in 
effect v;orking almost full-time but being paid half-time. 
They also fear that it could be used as a means to eliminate] 
over-time pay. Because these concerns are legitimate, it is 
very important to structure job sharing opportunities so 
that they^ constitute .a worker option . Many people need and 
want ^full-time work. They should not be pressured into 
sharing or working part-time. Others, however, find full- 
time work 'inhibits their ability to fulfill necessary 
responsibilities outside of their work lives. They should 
have a choice such, as sharing their job so that they have 
an alternative to full-time work. Most unions would support I 
this need and some have--already negotiated the o'ption for 
their members. ' * 

6. Union Contracts . If an existing union contract 
prohibits the use of permananl: part-time workers then there 
is not much that can be done until contract negotiations 
begin again. 



•66- 



83 



5. EXERCISE 3 - IDENTIFYING EMPLOYERS 



For this exercise people should break into small groups of three 
or four^ They will work on the questions' as a small group and then 
-come back into the whole group to discuss the answers. 



1. Identify three employment prot)lems in your area. 



2. List 10 of the major employers in your region. (Not just the 
private ones.) 



3. List 5 people you know who could give you names of people to 
contact in local companies. 



O 
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6. EXERCISE 4 - ROLE PLAYING INTERVIEW 



Divi.lG the circle in half. One half will take the role of 

employers. The other half will be job developers. Each half will 

gather in groups of 3 or 4 on their own side of the room (employers 
on the right, job developers on the left). . ^ 

The task of the job developers will be to : 

-Think of arguments which will sell the employers on the 
. concepts of job-sharing, 

-Set specific changes for which they will ask the employers. 

-Decide on methods for continued communication with the 
employer or someone else in his firm. 

The task of the employer group will be to : 

-Draw up a list of concerns that they have about job-sharing. 

After 10 mimites consultation time, the group will reconvene 
and two volunteer "job developers'* will call upon and talk to 
two volunteer "employers" « 

After listening to the mock interview the group will respond with 
their reactions and a second interview will be conducted which will try 
to incorporate into its arguments ' and strategies what was learned from, the 
first group. 
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Information Re sources --Why you Need Them, 

As we have stressed throughout this module, we believe 

that successful social change depends on-: 

/-identifying a real need;. ' 

-educating others to the existence of 
that need ; and 

-const^iicit ing bridges between one person's 
need and another's. In this c^se, showing 
the employer how the option of job sharing 
can help him solve some of his problems. 

Your information resources are your tools for educating 

both employers and employees or job seekers who wish to 

re-structure a job. They can help you (1) document 

V 

changing employment patterns; (2) legitimize your claims 
for job re-structuring and; (3) provide a resource for 
individuals or other organizations working to create an 
alternative to the 40 hour work week. 

. ^ • f 

Where Do You Find Information on Job Sharing ? 

- Media articles . Your local newspaper is goo'd place 

to start. Other sources would include The Wall Weet 

J ^^urpal, New York Times , and various business 

journals, such as Business Week . 

- Research articles . Sometimes pertinent articles are 

referred to in the media stories that you have 

found. The library is also a good reference source; 

some of the headings'' that you might look under are 

Job Restructuring, Quality of Woi?l(ing Life, Flexible 

Hours, Employment, and Scheduling. 



Use of 
Information 



Sources of Jbb 
Sharing Information 



- Other organizations and individuals . Exchange 
information with other organizations trying to prornot 
othe same kinds of change and iT)dividuals who come to 
your project. 
- Your own staff . As you become more knowledgeable 
^ ' about the particular needs of your own community, you 
will probably start constructing information packets 
and writing materials of your own which deal with 
local problems. 
What Should Be Included ? 

1. Profiles of job sharers. Catalyst, Inc., in New 
York City has written a series of such profiles. 
You can obtain copies of them by writing to 
Catalyst^ 14 East 60th Street, N.Y. , N.Y. 10022. 
As you gather local information you will probably 
want to write up some of your own. 

2. New articles which substantiate the benefits of 
permanent part-time^ emplojmient or job sharing. 

3. Studies of employers who have experimented -with job 
sharing and/or flexible scheduling. 

4. Copies of legislative bills whose focus is career 
part-time, job sharing, or flextime. 

5. Any local information which you think is pertinent 
to the job sharing issue. 

- 0 

-11- 



1>. 




VI, BIBLIOGRAPHY 

r 



ft 





69 

-73- 




STUDIES AND' BILLS 
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